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Dear lirs. Carsons To win Dl

Though it will muke en appellingly loug letter, the coulectloan
of querles, comments end impressions wihilch migit in sowe vay be useful
to you will have sc little orderly structure toat they migiht as well go
into & lutter as &ny other way. Certuinly I have 1o thesls to prove,
no leit motif, no main argueent toc support. Indeed 1 sowe of the sug-
gestions glven serve merely as stepledders vhat uelp you to awung your
plctures, they will have served a reasonable purpove as well u rovid-
ing me :ith the fun of trying to ut them together.

The most interesting wey to look &t the uicstory of tas Gid ana
the RF, especially in their foruwative perious, 15 to view tuem &s criti-
gipme of, or reacticus to, the tien cunlemporury scene, Cebind action
1%9e purpose, benind .urpose lie veiues, and, as Uscar iiiide remarked
»AYI eriticism is & ikind of autobiography." bBut before goiig further
in exploring foundations as an interaesting form of c.iticlism, it may be
well to note vhat were the only (vaiiable witecedente on wilcn tney could
be modeled. |

Denorinational chwsrity in the United States hed for s hunared
yesrs or more ieacihed cut towsrd schools wad Lospitels as the beut way
of serving tie commmity and at the same tiwe mexing merii for the ceuomi-
nation., Wien the fortunez of some individusis ut the beyinnipng of cue
20th Century fur surpussed woat their long practiced frugality sllowed
them to wpend on themselves, und wnen these mlllionaires would buve de-
veloped & distressing retinue of porsonal dependenus, it that huc agpesalied
to tiem, their sdministrutive exjperisnce sugyested the orgunization of an
ed hoe group of persons %o spend lurge suws of woney. Hhithouu otier
successful examples tiuey ioilowed the lines of denominational cherity.
But & new element was udied from the business eapsrlence anu wuminictretive
sagacity of these wen wiwo ned msde the money bhey were wow pisnning to glves
they were going to get thuir woney's worth, Thet wis e pignisicent counge:
instesd of taking tue worthiness of the progect and the high wiucedness
of the reciplent for grunted and then concentrating on uow wsuch coula be
spared, they concenireted auttention on tiie question of the ability of the
reciplent (including the soundness of his ideas and the likelihood of ids
success) and saspumcd thai the amount to be given wus to be governed wore
by the project's needs than by the donor's financial limitations. That
csows to me to huve been s.mething of & landmark in american philenthropy -
thut now emphusis u.on the skill, the economy, tii. efficlency of philan-
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thropdle gpending. The very size of tue new foundations called for
resyonaibis, skiiled z.,w:cia.ni&tm i the business of giving. 4Almost &
witole cheyter could be devoted to the tactics of hilanthrepy introuuced
by tow IhD end DHE, the snnual reports, the budgeting of projects, the
wuo of euddting and weticulous finsncinli control, and the coenstunt logal
pupervision of ferme of comaltment snd appropristion. If thls empussls
vas Lot entlrely nee it wus conspioums anough to 2e¢em new, or new enough
to be couspiciious.

Teo olher fuctors infilusacega the &y fn which thess large
redervos ¢f xesith were o be npert, JeDibe lived durlug s puerlouw of
T, ia ond duuntless optisis: end growth in the United Ltetes. e sow
ouportunitics op & coatineutel nnd even on & vorld scele. It wer an
5,0 wlen big idese wid biy <dividends, provided such bold ldewg were
sursued” sith cliose e«ttenti‘n to detail. Indeed vo chsracteristiculily
wore biy fdess welcomed by the Bosrds thut u oleng ters wes invented jo
the oi'iice to correct the defeet of that virtue and control the gruwiore,
tha vegue, end the ell-inclusive type of project. &uch [rojects were
wilied ®SCOPEY® end timse condemned., The obther fector in puy tul the
seerchlight of ;ublicity, g¢perated in belilf.of, snd oftes directly by,
those »ho ferred tue aorer of great weaith. It is yrobovls that wnoa
constent awersnesy of Lids ,ublicity, fewr, wnd mistrust the ewriy
drustess oreferred to aid education and modi:ine ratber toan go very
fer ir mcre controversial fields, Fducation an’ sadicinie hola veiues
not iikzaly to be disputed by » society elready atcustomed to closely
siuiicr denominedi nal philuanthropies,

. But the ¥xtent to which thuce cosments on tas formstive in-
fluencer sre velid is of lssy interast than some .uvatlons Ity like to
by If whet the Bourds id muy be texen ws tuasir crlticiom of the
sgcdety of thut tine wimt xind of criticism was 187 Yus it criviclan
baEsd on dictress at the menifest inu: Mosity of educution snd neslun
in ¢ifferent perts of the country and the wor.d? Much of tha Gip's
interest in the South snd in the Negro eseme to huve been just toet,
Was 1t eriticlsm besed oB dissati-fectlon with ti.e best bsceuse it was

ast goad epou, i How sueh did the ewriy ucticne of either Boara hwve
ho comwor with Telleyrand's coanent upon & certuin fsrm of education,
"it is tho best that I havae seen and it is smbomiikbis." How muny of
eithor Board's jrogrums could be called refors or revoiutionary in  ur-
pose! Vere they content with helping whet wes gool or wers they out to
wtieck what they thought bad? Yere uwny of thsn rewctlonery uttenpts

to counteract wuiesirably scocial trends? [Did say det cul tc give de-
Iiburstely & now Wrend or & new set of velues to coulemioriry wsuclety?
1 Bwspect. thet some of the activities widch Mr. roze baaed o the idee
of partnershij between the rockefeller Bouriy end the guvernuents of
countries, stetes, anc the nation vere in lirge messure & n-w trond,
deliierstely sety ¥hen did tue Bourde discover tae very matnod it»eu.f
of dilscovery - resssrci? And how much time elepgsed before supsort to
reeosreh baccme an acknowladged objective of eitihwr Board? The il
officare were realists but 4t secuss to me cuplous that for so Jong they
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ignored tne cuintessence of rea.ism which is research. Rere tuey so
wrecccupled by the inegualities of educatic:isl opportun.iy tust tusy
fuiled to give sdequete atiention to ite ~uslity? oid Buttrick's
extraordiusry flair for what wes "do-sble"™ obecure iic vielon of what
resesrch couid meke ®do-able??

After-all, what & group of men will do with unprecedentedly
large gums of money put at their disposal =11l depend noi only on tiw
state of sociely wround thes st the time but on what kind of wen thsy
were,; their oxperionco, and so thelr veiues ani jurposss. How rejpre-
gentutive of tuelr times wers the officers and trustees of sither
Boerd? Uid they have much histdrical perspeciive? There were no
bhistorisns on the Bosrd (I think). There were no engincers, There
were ministers, college preasidenis, teuchisru, luwyers, benkers, and
doctors of wedicine. dmong he officers nona, 1 think, exceyt &. Flexner
hed bad sny spprecisble exgosure to anythiny but an americun background.
Flexner could spesk a .rmun but nene of ths othser senicr officers of
either Bourd could ajeak any other langusge btian Bngiish nor wes anyone
of tuea in the least at howe in another culture or with othisr vaiues
than those of his own country. . Flexner inucisted that they were poorly
prepured for world-wide work. But inazmuch as founa&tionsusxe nes no
training could have been exgected for their personnel. Host of the
officers of the RF uud been uaiversity profe‘aorb but they ceensed to
me to bo either disdainful or supsreilious about tus cuallity of smsrican
sosdenic management and w8 I huve later peuiized very conusldersbly ige
nerent of any other forms of education *throughout the world®. 4nd yet
narrov &8 had been thelr exporience and inadequate s8 wes their tralning
probebly nowhers.else in thie world wus there sy group of men inclined
und enabled to take us many and es veried lessons in world citizenuhip,

' How 4ld they work together? There did the idess ctowe frow?
Thet =as Lhe laver of thair working hours? Wiy did they so generslly
evide the task of ‘treining younger men? Vas It the press of regqusst,
of intervisss, of meking up for sheences on surveys that kept us all so
buay, 8o hurried, 2o nesrly uncble to arrive at & well-thought-out set
of vniues and procedure? Ur was it ineviteble thet & group of wsa, each
accustomed to being & lounder, found difficuity in forming sn effective
organisation in the absence of & single leuder who was in point of wind
and forcefultiess faciie princeps? Tnese sre quostions 1 don'd believe
I can snsver. It is essler to-point to certein charucteristics of the
Boards! workg.

Tc begin sith some of thsy le«s satisfuciory iftems there were
three or four characteristics which seesed to ne to bs also.t neurotic,
so pesslionately did they lgnore the reelitiss, One wus tie fear of
bullding up epy kind of trsdition. 4ny organisation, sven twenty years
cld, has tradition. The struggle sgainst tredition bus ite good side
but 1f you don't kuow vhat sn oryanization i& going to do, recruliaent
of puraonnel lucks & sound criterimu for aalectian.
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I have never seen any evidence thuat the trustees of either
Board expiicitly fsced tho problem of recrultm.nt of steff. They
neitner fuvored nor dilscouraged the idea of training future gresidents
or directors of divislons, The result wes that waen Duitrick, ivwee,
Flexnor, and Vincent retired there wers ... succesuors of ezume qyuerily
and even apyroxinate training to eucceed them. How when J. B. Luke
asged hateon of the British imericen Tobmecco Compsny whotker he had any-
ons i Chine good encugh to succeed him Tutson szld ki had three, auy
ons of whom could texe over effectively. usuke roplicd ™Gocul You stay
and your salary is tripled from now on,® Ve ind nome of cimt kind of
forssighte The fellure to look ah.zd resuited in the [ksty sesrca end
appointuent of Vincent's successor, and ir tix QEB the promotion of
Arnett Lo & post painfuily deyond his abillitiss. Plenty of sypoiltiwnts
have besn aade of assistenty wiac were not inherently ¢spuble of advanco-
rent, end this procedurs derived fruw u strange eversion to think of
anything in the orgunizetion as contivuicg, Toguther with vwils feliure
to ifnsict oo idga queilty of recruits wus a conslderabi. fecr ol uaking
those vio were chosen ®too degendent®™ on thsis jobus The chewnp device
of yearly appointmsnts, and the very expensive pructice of “generous
eottlements® for thoves who wore dropped appesr 1o be the price tug. of
neurctic unwiilingness to face the faet that really ygood foundmtion
officers can b found and truined i thare is some rewsoncble peruwnence
to ta=ir job., The end result wsd in too many lnstances sn stmosphsre
of vary medfocrity. '

Anyone familiar with Lloyd “utrmer's olase struciuras theory of
ixerlosn society would be likely to place the wvaluss end motivetionc of
both Bosrds as being cheramcteristlc of lhe imerican upper middle cluss.
Feur of blame, ursasiness lest thers bs churges of luxuriocut ex.ense
agcounts, a8 driving passion Tor self-justificution, ehd &« pwssicnate
~lespure in approval w8 well as anonymity, are reuiniucent of the ciuss
tint fesls happier in consclentlous following of the siyles than in
confidently setiing them. Compsre tide "upper middle-cluse® fiwvor of
th» Hocrefeller Bourds with the "lower upper-c¢luss® Curnegie wxi I
tolik you will conclwle thst the mein advantage in naking the compurison
is 11 ensuing ¢4andor und resassursnce, Vhy get oult to be saytninyg other
than vhet ve are?

In the euriier dsys Llusre wud & liveiier ushss of Lhe dssijer
of backing e-ntroversiuvl issues thun there 1s nows JThere is aore
jablic approvel too. For seversal yesrs regulsrly thire was brought
into the Stute Legislature st Albuny & bill to investigate ithe Kockefeliler
Foundation, The effect sesmed Lo as tc create a cort of adidiy resentiui
scrupalosity -~ wn vtmesghers thet geve the Foundeticn ucih in comson
¥ith Ceesar’s wife. OSo averse to controversy w.s Vinceut thel in the
twentios items vere withdruvn hurrisdiy by tae officers rutuer tiwn risk
& ‘divided vote, espeelerlly if tuv ojjoeer wy Simon Flexnor. '

0f courge whet I huve decerived ts newrotic traltu ney be
ex.:ulued ve the results of the ruy business mom &re prone to rigard
wnd control scholurs -- pick them lwstily, fire them if they don'i
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deliver, cssume thut insecurity is in the long run what will meke them
vori hardest, pay off the disoontents, "reorgeanize® shenever it secens
desirebie and don't forg-t wio gave the m:ney, tertsinly with second-
rute parsonnel there 18 mch to be said for tals point of visew but
with first-reters such attitudes wade one wince,

Fell, snough of the pathologicul. ket us tuwr to the wore
heartening cherascteristice of ths Rockefeller Bourds. I 1ik: to wee
attention drewn to ths lergeness of whalr ideauw, to thelr putient
tenecidy, to thelir stewdfz.t honor in mesting their promises, to the
cure with which Lhey studied situstions before acting. They necrly
slvays began the craumination of & roject with the question, ®How good
is 1t?® and not "How mach woewld 4t cost?® Thelr policy of giving credit
awsy to others proved wico as well as decent. Despite aifferences
bet:een certuin officers in polnt of walues, ,urgoses ani temperssent,
there was sstonlshingly lwss pover-mmting and rivalry then wight have
been =xpected. I have seen only one trustees' meeting where deccrun was
in short supply and in twenty-five oily three officerus of any importance
of whoge conduct I was ashamed,

In the GEB thore were two divergent currents. Buttrick was
the encourager of whet % uis shrewd judgment see:usd Jood in education
of any kind., Under nis infiusnce alone I think tho GEB would have
leen juite prepared to accept the curremt best in imerican schiools and
golleges and then to ®,9nd its efforts in bringiug the handicepped
fouth and the bewildered Hegroes up to the levels of the North. In
sontrast, Flexner's influsmnce wee thet of & reformer who chellenged
the exisntent best because it was not good enough. He was insistent and
fosrless in using hie Bosrd's power and mcney o reform medical education
radicalily.

In the PP Vincent weas, like Buttrick, the encouragersnd tae
supporter of what was good., He bellieved in falr ;lay, in veriaty, and
in voluntary sgencies. iie wus beaubifuily qualiiflisd to be the popu~
iarizer of the Foundation's essential good will and desire for the wele
fare of wuisind. Rouy on the other hend, wished Lo get vork done by
his cwn stuff &8s an example to govornments snd & colluborator with them,
Vincent sus skeplierl of systewms, dogue and formuiss. Rowo believed
in building an orgunization sccerding to sowe very ciear forsuias snd
he succeeded in showing how much couwid be done by applying his dogmutic
convictionz. A& : result the IHD wuc an oxtraordinary pioneer in show-
ing how valunble wums ths spplication of kiowiedge alresdy available in
the universities but not yet used by jovernmentss Nobt until 1929 uid
the importance of research come into tue true focus of th: Boards!
attention — & rather extraordinary delsy which woulu teke long LW ex-
1.413111.

» * o *

1 hope at lewst some of thoss points wiil be useful, Doing
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this hee ehowp me how much lxpger w theme the whole :d.tory could be
then is epperent st firet reflection.

Tours sincerely,

irc. Juliw M. H. Carson ALAN GREGG

Tue Kookefeller Foundaidon
49 fest .Yth street
Kou York 20, ¥eu York

AG3FRE

Yuloe I hope thed the luse of « foundation as & fora of critivisi
of ius timaes Ls clear., otrategy it the ert of chicosing whan ana on
siaat you will engege your strength;- wheress wicbics is tae »xill, the
econony, tle speed an. tie gruce with walcs , 0. atitain the objectives
sut by ctrategy. In thsse tores LU fs Inter:.ting tuat the UEB and the
LF nave sade & purently si auch of & contribution by Liwir metioas of
spencdng mosey (tactics) e: by their selection of ovjuctives (stratugy)e
Their tectical successe: bugun Limost luvediutely. (helr strategical
sstory he. besii gore somplicuteds At Lhe vutest LU sae dntuitive,
fuasniing, izitative sad et timss confilctdng. It has contdiued, in
response LW very grist citnges in the wurld since iyis, Lo vary,
Zeoentlelly the decleicn of when snd on shut Lo enguge your streagth
depende on your vioss end your ve.ues -- ond In this sencse policles
edoled sre criticicme av sork. Jerisp. the chdef interest of tue
foundations 1s that tewy were .. s.ingularly fres to be criticai. Tuey
.bad na studsabs 4o lLeuch snu no elcctorate to plsase. Yet tus
chmilen ing cveliabiiity of large rescurcss lapowed strabeglcoal deci-
plons. Thay were fruer tlan governsents snd freer thun univer:ities.
If I ux right in thinking toast the Bowrdus huve stewdiiy run euay (T
the roble.s of reusving unelr own persomned then that Jlwse of taelr
eritic.l funetion in sociaty - Bu.wiy thelr continuity - was frow uhe
start the princlipal unsolved .roblew befcre Liem — unsolvad aontly
Lockuse unfuced.
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